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EXECUTIVE SUMMARY

TITLE: Mission Support Squadron: A Look Into the Future

AUTHORS: Wanda C. Wood, Lieutenant Colonel, USAF
Donald K. Grandla, Lieutenant Colonel, USAF

.. A review of the Mission Support Squadron 0MSSQ) test

program introduces a discussion of the impact on

professional development, technical training, and the

administration, personnel, and social actions fields. A

review of the professional education courses in the affected

fields leads to su9gestions for the curriculum. The MSSQ

squadron is seen as driving a number of changes in the

future. Several recommendations are made as a result. A

sample course of instruction and a sample MSSQ course
I

outline are included.,-
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CHAPTER I

INTRODUCTION

Today, perhaps more than ever before, the Air Force

(AF) must have a well trained, organized, and effective work

force to accomplish its asslned roles and missions to help

provide for the nation's security. As the AF approaches

severe budget and manpower constraints, a highly

professional, well organized officer corps is critical to

its success. Numerous organizational initiatives have

surfaced in recent years to meet the challenges of the

future more effectively. One such initiative involved

three career fields in the AF: administration, personnel,

and social actions. [AFR 36-23, dated 1 January 1989,

changed the name of the career field from administration to

information management. For put-poses of this paper, the

authors will use adminiWt, ation and information management

interchangably since administration is more widely

vecognized throughout the AF.] Recently, Headquarters Air

Force Military Personnel Center (HQ AFMPC) and the

Administrative Assistant to the Secretary of the Air Force

(SAF/AA) completed a detailed test of 19 Mission Support

Squadrons (MSSQs) and have recommended this new

organizational structure for AF-wide adoption.
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The purpose of this study is to review the results

of the MSSQ test, assess its impact on professional

development, tochnical training, and the career fields of

affected pers'onnel, and recommend changes which would

increase the effectivenes of the MSSQ and future

commanders. Even though the MSSQ will cause many changes

that will affect officer aid enlisted personnel, the authors

will address the MSSQ from the officer viewpoint only.

They will e.'amine the impact on professional development of

personnel in the administrationj personnel, and social

actions fields and review the related professional education

courses. The authors will. discuss several recommendations

and will present a sample MSSQ course outline and a sample

blocV of instruction. Chapter II will trace the

development of the new MSSQ concept.
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CHAPTER II

BACIGROUND

In late 1984, the MSSQ concept was developed by Air

Staff personnel from the administration and personnel

communities. Initially referred to as a Human Resources

Squadron, the proposal called for consolidating all of the

base Director of Pet,sn-nel (DP) functions, Social Actions

(SL), Base Administration (DA), and the Family Support

Center (FSC) into a single squadron. The Morale, Welfare,

and Recreation (MWR) function was alro an initial member of

the MSSQ concept. (1:1)

This concept grew out of the perceived need within

the AF to move toward a more generalist versus specialist

orientation. The intent was to develop an optimum

organizational structure for both administration and

personnel career fields to meet their peacetime as well as

their warfigh inq mission requirements. (2:5) By combining

like support and se-vice functions, the primary objective

was to determine i-F efficiency and productivity could be

enhanced by this now organizational structure. Related to

this idea was the realization that AF budget cuts would

force the support community to organize in such a way as to

do more with less.



Two test squadronu wore activated in 1985 under the

Model Inistallation Program (hIP) and data collection beqan

at that time. In a phased approach, 17 additiont-l tout

squadron& were added to the te5t plan with the lant two

squadrons coming on line in November I986. ( :5,8) A total

of 19 bases from seven major commands (MAJCCMs) participated

in the test. Three additional MSSQz were orqanized after-

the beginning of the test, but no data was collected from

theme bases at a part of the original test. Data from the

test basps wa. collected through December 1987. The MSSQ

test consisted of a core or standard rnafiquration at all 19

test squadrons. It included the following:

- a MSSQ cnmmande a

- first rergeant and orderly room

- ba-e administration

- social actions

- military personnel

- civilian personnel

- education services

- profe-sional military education (PME)

The DP authorization was used for the MSSQ commander

position and the first sergeant and orderly room personnil

were obtained from the previous wing and group headquarters

,quadron sections (CCQ). Within the core configuration,

three variations were tested:
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- Var-iation A included the CCQ commander" (14 test

f~qu~dron-%)

- Variation B realignod the FSC from the base commander,

to the MSSQ Commander (MSSQ/CC) (9 teat squadron.n)

- Variation C realisned the MWR function into the MSSO

(O tout tiquadeon5) (2:7-8)

In addition to these thrce test vao'iations, one base did not

include PME and two bases had only satellite civilian

personnel func tions.

Guidelines for -the test squadrons were as follows:

- For the MAJCOMs with ten or more AF installations.

AFMFC requested they test a minimum of two

squadronu.

(Therv were no restrictions on MAJCOMs with less

than ten intal-lations.)

- AFMPC requested the core squadron configuration

with Var'Iation C be tzsted at two 5quadrons.

(Vari tion A and B could also be tested at these

locations.)

- Administtration (70XX) and personnel/social actions

(73XX)office-s wevre to be MSSQ/CCs and each Air,

Force Speciality Code (AFSC) was to be tested at no

fewer than three locations.

- The test phase for each squadron was to be at least 12

months. (2:8)
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As previously stated, all MSSQ/CCs were selected

from the personnel/social actions or administration career

fields. Initially there wer-e more 73XX commanders du'? to

base level Srwde differences, but as the test progressed

additional administration officers were assigned to command

MSSQs. (Due to PCS, promotion, etc., ten of the test

squadrons had two or- more commanders during their test

period. )

Data collection from the 19 squadrons was done

through several methods including assessment surveys,

functional surveys, and narrative data. Assessment surveys

were developed and administered at the end of the test with

one survey for commanders (air division, wing, base,

squadron) and the other survey for branch chiefs within the

MSSQ. Both surveys focused on seven test Soals as well as

additional interest items. Functional surveys were

specific to functional areas (DA, SL, DPM, etc) and

consisted of both quantitative measures and subjective

inputs. Narrative data came from squadron quarterly

feedback reports and included comments from MSSQ commanders

and branch chiefs concerning problems encountered, benefits

realized, and any special interest items concerning the

overall test. (2:1)
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Analysi, of the 64,000 plus data items was done at

AFMPC with the help of the Director of Information

Management and Administration (SAF/AAD). (2:1) A

discussion of the test goals and results follows.
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CHAPTFR III

RFVIEtW )F rMST RESULTS

AFMPC published the final report on the MSSQ test in

September M8. Thvre were problems and changes, but thk

test provd thit the MS$Q would wori and should be

implemented. Spnior commanders, MSSQ commanders, and all

the involved agency personnOl agreed that the test was

positive and vnh-ricvd the oar.anaition. ( :2

The tc't- had seven goals. These goals were 1)

reduce the basr commander's cpan of control, 2) enhance the

respon!ivenc'a and accountability of base-level

administration %nd personnel activities, 3) improve customer

srvice, 4) improve efficiencies within base-level

administration, personnel, and thn other -functional

branrhe', 5) ompha7ize leador'hip versus management, 6)

enhance morale of squadron members, and 7) improve the

traininq and placement of administrative personnel across

the basP. In addition to these goals, two benefits became

apparent durinq the test: the enhanced readiness posture for

base-level administration and personnel activities and the

improved wcrl.in relationships among all elements of the

squadron- 2:2)

Addressing each goal, the first one was to reduce

the span of control of the base commander. The test did

8



r-educe the apan of control by allowinq the base commander to

deal directly with the MSSQ commander instead of several

staff agency heads. The test allowed the base commander to

spend more time on other areas such as labor relations,

community relations, and discipline problems basewide. In

addition to reducing the number of people the base commander

dealt with, the test showed an improvement in the quality of

the staff work. Having a seasoned officer, as the MSSQ

commander made the difference in the review of the staff

papers before going to the base commander. (2:16-17)

There were two other advantages in the reduction of

the span of control of the base commander. First, the

branch chiefs felt they had better and more accessibility to

the MSSQ commander than they previously had to the base

commander, and, second, the MSSQ commander took on the

functional advocacy role. The MSSQ commander had more time

for the branch chiefs and more clout to use when negotiating

with the other organi=ations for monies and resources.

(2: 25)

The main problem with the test arose in the

alignment of MWR. The senior commanders felt that 1WR

should stay directly under their control. Subordinating

MWR to the MSSQ commander widened the span of control and

took it too far away from the base commander. (2:24,85)
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The second goal was to enhance the responsivenesn

and accountability of base-level administration and

pereonnel activitiv.. The tat results indicated that

responsiveness and accountability were improved. The tent

provided ". . . a single point of contact for most people

oriented functions. . . . (2:31) This sinqle point of

contact made it easy for uno commander and other base

personnel when they had a problem or question. There was

no doubt about the parent organization of the different

branches. The other distinct reason that responsiveness

and accountability improved was that the previous staff

chief, now a squadron commander, had the same kinds of

problems as the rest of the commanders. He or she now had

a squadron commander's point of view in addition to the view

of a staff agency head. (2:31)

Tho third 9oal was to improve customer service.

The survey showed that improvements were made in customer

service. Senior commanders and other squadron commanders

in particular were vocal about the noted improvements. The

SL personnel e:pressed concern that there would be a loss in

customer service support because of their subordination to

the MSSQ; however, the test failed to show any degradation

in the social actions area. (2:39-40, 44)

The fourth 9oal of the test was to improve

efficiencies within base-level administration, personnel,
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and the other functional branchen. The results or -'Iiiv

9oal were mined. The maJority of the comments on the

survey were positive, but some noted that efficiency Nad

deteriorated. Senior, commanders felt that efficiency had

improved. Staff work improved and problems wer'e solved at

lower, levels. However, base DAs felt that efficiency had

doteriorated because they could no longer sign some of their,

paparrworlt, since DA wAs downgraded to a branch from a

division. (2:47-54)

The fifth goal emphasized leadershp versus

management. The consensus of the survey results was that

the very essence of adding the command function made

leadership more viable. The survey comments noted that this

goal was difficult to measure but all agreed that the

command opportunity made leadership emphasis easier.

M.: 59-60)

The sixth goal of the test was to improve the morale

of the squadron members. The survey revealed that the

majority of senior commanders and MSSQ commande.-s agreed

that the morale of the squadron members improved. "The

common thread was the significance of squadron identity."

(2:62) The mere fact of belonging to a squadron and having

the outward identity of hats, sports teams, etc., made a

difference in the way members perceived their wort, and the

squadron's worth to the organization. (2:61-62)
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The last goal wan to improve the placement and

training nf administrAtion personnel acrcivs the base. This

goa) wav met by implementing new proq ams or transferring

responsibititie i from one aqency to another. These two

actions resulted in personalized training In many instances

and improved the capability 3f the administration personnel.

(2:67)

1hero were two additional benefits derived from the

test: enhanced readiness capibilitivs and enhanced working

rolatLinvhxpt,. The majcrit'y of the MSSQs noted gains In

readiness, which included improved training, elimination of

duplicate tal.1tings, better dist-ibution of wartime taskings,

and better communicat ions. Also, this effort resulted ii

bette;r inspection ratings. The grouping of all these

agencies into the MSSQ increased the communication among

them and improved the workinq relationships of all the

offices. The agencies reported that problems were resolved

at lower lovel, with lo emotionalism and more discussion

on the issues. (2:69,73)

There was one additional problem that arose in the

test, and that was the impact of consolidating the wing and

group orderly room functions. The high numbers of people

in the squadrons, where the consolidation was done, made

management difficult. To solve this problem, AFMPC

proposed two configurations - one for large and one for

12



small bases. At thc- lar e locations, the orderly room

functions would be sopai'ate, whereas, they would be combined

at the smaller bases. (2:3-4)

The test proved that the MSSQ is an effective

organization and that It can be a real asset to % wing. It

alf.o proved that the best commander, is one with some

functional em:pertine goin.9 into the job. Otherwise, there

Is some non-effective time for the commander, while learning

the ba#Ics of the functional areas. This test was a

success and was approved for- implementation by the commands

as applicable to their missions. (2:4)

13



CHAPTER IV

ASSUMFTI ONS

This papo- will contin several assump-ions. The

first is that tho DP Cou,'se taught by the Ira C. Eaker

Cnter for Professional Development (CPD) will be replaced

by the MS5Q Commanders' Course. Currently, the DP Cour'se is

two weeks long, tauqht twice a year- for personnel selected

to 90 into a DP job ort who ar'v currently servinq in DP

potsiton%. Since the DP authorization is the one boinq used

fo- thp MSSQ poriton, tlhi, caurse should not be nered.

The @3ec-ond ztssumption j-; that MWR will not be

included in MSt. The Iltrtitions in the test where MWR was

in the MSSQ had problem in this crca, and they prover' to be

no large and numernu thatt lWR wa not recommended for

inrlusion in future MSSQt.

The thxd assumption is that MSSQ commanders will be

formvt- 72XX ar' 70XX officers. The test irhowvd that the

per-an with functional ei:pcrtise had the edge with very

little learning curve. Solectin9 as com.mander a rated

of+icer ar someone without the support baclJground could

cause severe problems. The fourth assumption is that the

new AFSC will be A7696 for MSSQ commanders. There was much

discussion between the per'-onnel and administration

communities a,out the AFSC of the job.
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The next chapter will discuss the technical

e- pertis needed to be a MSSQ commander. It will also

discuus the impact, of MSSQs on related technical training.

15



CHAPTER V

EXPERTISE AND TECHNICAL TRAINING

The technical o::pertise needed to do the jnh ar a

MSSQ commander and to ensure succons in the Job is similar.

The test ranult id in the f, llowinq recommendation,

"Recommend 3oth AFSC 70XX, Administra:ion Officers (to

include e::ecutive support Lnd tadministration man-trement

officers) and 75XX Personnel Officers (to include military

personnel and social actionr officers) 4ill Mission Support

Squadron rommander requirements." (2:9tU) The test data

,.howed a ned for functiral and nome technial e::pertire.

(2:90) Beinq the commander of a squadron containinq

pprsonnel, %ocial actions, and administration, etc., would

necesitate l[nowinq at lt-ast -uperficially what the people

do, what actions they are vesponsible for, and how to

respond to queritionu. Personnel is a partictilarly di4++cult

area because of its rangv of responsibilities, such as

retirementrs, performance reports, assignments, promotions,

casualty afFairs, promotion testing, civilian personnel Job

classification, off-duty education, suggestions, NCO PME,

etc. As a MSSQ commander, the officer would be expected to

respond to questions on these topics and others from the

squadron branches.
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The eN:pait~tt in the br&anches could come from

pe-v viou wor! e:;gerience in each branch. However, for, MSSQ

'ummanders in tlhe near future, there is not time to 9ain

e::pet%%ence in each branch. Current AF -ules do not allow

officers to move bacl. and forth easily between career

fieldn. Because of specific AFSC technical traintnq for

each field, officer are trained to be specialists, not

generalists. Thce MSSQ will Impact e:isting technical

tratning foi the Parconnel, Administration, and Social

Actions spec lt'im. As the MSSQ comes to fruition, the

officers to be affected in the future should have some

Lrowledge about the MSSQ. As a result, a block of

inotructIon sh-muld be added to the five technical training

coutrses that are vital to the MSSQ: the Base Personnel

Programs Officer Cou,se, the CSPO Chief Course, the

Administration Officer Course, the Administration Management

Officer, Course, and the Social Actions Chief's Orientation

Course. The same, or a very similar, block of instruction

could be used for all the above courses. Each course will

be addressed individually to include course content and

possible changes.

F irs., the Base Personnel Programs Officer Course

currently covers personnel policies, military personnel data

systems, advanced personnel data system (APDS) management

products, management principles, management of CBPO work

17



centers, classification policy, training programs, officer

career progression, promotions and demotions, separations,

reirementu, airman career astistance, evaluatlon of

performance,, spvcitl actran, assxqnment policies, officer

career- dcvelopment, mnninq control, personnel rel iabi 1 ity

programs pertionnl e adxns- urit, civilian personnel

m.u ra.eent, t'PFO admitiaStrat tos sections customer

ar,itarice, and INTRO. The course in currently twenty--si::

training days long. (3:1)

Near the end of the course is a block on management.

The MSSQ could be cover'ed in this block an it will

definitely change the way a personnel office runs. With a

MSSQ commander instead of a DPf thn personnel operation will

be more autonomous. The C8PO chief will be the personnel

o::pert when the MSSQ commiridr's backqround if in

administi-ation, Gocial] actions, or another fiold.

In-.ttrLuction *,hould be added about the' role of the MSSQ and

how the of'ficer relatef, to the squadron and instruction on

how the position of the MSSQ commander fits into the career

progression of affected officers.

Second, the CSPO Chief Course covers CBPO resources

management, budgeting, personnel organization, data

accuracy, customer awareness, work center functions,

management products +rom the computer system, executive

,tr.ess, in-house training, inspections, problem reqolution,

18



and contingency operations. The course is *.rrently three

weakr long. (4: 1)

The COPO Chiof Course is designed to evaluate

current prohlcm5 e:nperlenced by CBPOs and provide a system

o manrwiment to identAfy, forecast, and solve problems at

the COPO level. One of thv problems to be faced is the

heavier wor load of the CPO chief caused by havinq a MSSQ

,;ommandee Intnad of a OP. The new CBPO chief needs to I.now

how the MSSQ comma nder position will affect the CBPO chief s

position and time. The role of the MSSQ should bc, discussed

and how the commander will interface with the rest of the

win 9 and the CBPO. The ortanl=ational block should be

revised to include details on the MSSQ. Similar adjustments

are recommended in the -following two technical training

cournes for administrators.

The administration career field is divided into the

Administration Management and the Executive Support areas.

Officers are trained first in administration and then set

e::perience in executive support. During a career, an

adminiitratien officer must qualify and 9ain e:xperience in

both areas. For this reason, all administration officers

need to understand how they may be used in a MSSQ. W;thin

the MSSQ, the base DA works for the MSSQ/CC and must

understand the procedural aspects of working for an

intermediate commander as opposed to the base commander.

19



More importantly, administration officers need to understand

70XX profusjonAl development that could have them working

aq a persanna fficer in a career broadening assignment,

ultimatc-ly preporing them for a possible MSSQ command

position. (5:167)

The first technicM trvxnintj an officer in the 70XX

rareer -ield will attend is the Administration Officer

Course. This corse is deriqned to provide the knowledqe

and shills nocvniray to perform witicces%,fully the many Fnd

varied dute5 of administration officers. As the entry

level course, i t% primary function iq to prepare now

officnrs for their first ascignment. It includes the

following arva i of in-trurtiun: functions and

reqponsibilities of AF adminintratzon, AF initiatives,

adminis'trativo cninmunicattons, securtity, publications and

forms, raprouraphie, and records manaqement, rrmand and

management, unit administration, protoccl and executive

support, personnel and training peograms, and inspections.

Currently the course is ZS training days long. (6:1-7)

Presently the Administration Officer Course also

includes a three-hour period of instruction dealing with AF

initiatives and includes such topics as Personal Computer

(PC) III, MSSQ, NIP, and role contingencies. This

instruction period is taught in the beginning of the course

and is primarily designed to familiarize the officers with

20



these initiatives in a very superficial manner. This block

could be expanded to include more information on the MSSQ

and how it will affect administration officers. In addition,

a 23-hour section later in the course concentrates on

personnel and training programs. One key area of

instruction in this section, career progression, may

require additional attention. (6:7)

Not all administration officers will be assigned to

MSSQs; in fact, some MAJCOMs will probably not have MSSQs.

Presently, Air Force Logistics Command (AFLC), Air Force

Syl'ems Command (AFSC), and perhaps others may request a

deviation from AFR 26-2 because of their unique

organizational differences. (7) In addition, in commands

with MSSQs, some entry-level officers will be assigned to

executive support pnsitions. Consequently, many 70XX

officert will not be asigned to MSSQs immediately, but they

should understand the MSSQ from an officer professional

dc-ve 1 opmen standpoint.

The second technical training course for 70XX

officers, the Administration Management Officer Course, is

primarily intended for those staff officers responsible for

base level administration and MAJCOM administration staff

officers. The course of instruction includes the role of

administration management officers, administration

organization, base level administration operations,
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management of administratlon personnel, contractinq out,

industrial and production management principles, budgeting

and managing fiscal resources. A separate block concerns

office automation and includes micro and mini computers,

information I4low, system, dc'sign, micrographics and

information :esources managcment. The course is 22

-Academir daysi. (8:1-2)

This Administration Management Officer Course is

primarily for first lieutenants, captains and some majors,

who are more likely to be involved in MSSQs. The 15.5 hours

of instruction dealing with management of administration

personnel is where the MSSQ operation could be addressed.

Base DAs and squadron section commanders must be encouraged

to work closely with the other MSSQ officers, primarily the

personnel officers, to provide the best level of customer

support in areas such as orders processing, assignment out-

processing, and all future PC III applications. (8:2)

In the social actions area, the chiefs go through an

orientation course at Lackland AFB. This course Is the

Social Actions Chief's Orientation Course and is two weeks

long. It covers basic programs, policies, procedures, SL

administration management, equal opportunity and treatment

(EOT), drug and alcohol program responsibilities, SL

education responsibilities, support systems development,

contemporary problems, SL interface, resource management,
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-3taff a5istance visits, team building, and local program

briefings. (9:3-72) The MSSQ organization could be

inserted into the SL interface portion. The SL chiefs need

to know how they ralate to base organizations and how the

MSSQ affects their position.

Chapter, VI will examine the impact of the MSSQ on

ptrofessional development of the administration, personnel,

and social actions fields. The chapter includes proposed

NSSQ commander, selection criteria, recommends formulation of

a MSSQ commander course, and r'eviews related professional

education courses.
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CHAPTER VI

IMPACT ON PROFESSIONAL DEVELOPMENT

Profenional development in the AF officer corps is

essential to cartrying out the AF mission. The senjor

leadership has focused a great deal of attention recently on

the critical need for the professional development of young

officers to ensure the proper leadership for the Air Force

of the 21 t century. The new AF Regulation 56-23 states,

Officer profesnional development is essential to
support the Air Force mission and to provide the
professional 9rowth out officers e::pect. The
officer who Is most offvctive at carrying out the
mission is one who is professionally prepared to
assume the responsibilxtier that go with a particular
grade. . .. The individual's aspirations and long term
professional development are most likely to be
realized when they are in harmony with long term
Air Force Requirements. . . . Professional development
inciudes those actions and e:tperiences that enhance
an officer's ability to perform hin or her job and
thereby contribute to the mission of the Air Force
as level of responsibility increases. (5:8)

The MSSQ will impact the professional development of

officers in the three affected career fields. For personnel

officers, the MSSQ takes away one progression step, the DP

job, but adds one, the MSSQ/CC, with the associated command

responsibilities. For administration and social actions

officers, the MSSQ adds another higher-level position at

each base. The AF has always considered command as

important in the professional development of officers,

regardless of the career field. In the flyin9 community,
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command of a flying squadron will 9enerally yield promotion

to colonel. As a result, for, all three fields, the MSSQ is

a significant addition to their catreetr lcaddrts. Thus, the

potential for, command leads to specific requitrements to be

met by officers desiring MSSQ/CC positions.

This paper ma fes the assumption that the MSSQ/CC

AFSC will be A7696, denoting the command fuinction. CThis

AFSC resulted from % worlinq session at AFMPC as a

LUmpromiSe for. an AFSC that is not related to any one

f+icld. ] (10: 3) According to the authors, the specific

requirements for- eligibility should include a 70XX or- 7ZXX

AFSC, a demonstrated high level of performance in current

fiold, recommendation by cutrent supervisor and win9

commander-, and attainment of or" selection for a specific

9'-ade. There could be others as determined by the

pLOr-tIcpatic] MAJCOts. The MSSQ test recommended that

"... eligible 70XX and 73XX officers meet commander selection

crtriEi to determine 'best qualified" commander candidates

(e.g., compete in MAJCOM squadron commanders"

boards/selection procedures/etc.)" (2:90) After selection

by the pracess, the individuals would still have to be

chosen for a specific position by a wing and/or group

commandetr.

Once the selection process is completed) the new

MSSQ/CC needs to be educated on the roles and missions, MSSQ
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responsibilities, and its organization. This requiremfwnt

suqqests the need for a formal MSSO/CC course.

The authorq, wor# inq with per-onnrol from the IU) at

Air (niversity, discussed the need for and requirementu nf a

MSSQ course. In oddition, t he authors met with and

disreusspd MqSS issues with three MSSQ/CC- attendinq the

Professional Manpower and Personnel Maraqpmt.nt Coatr-ri

(PMPMC). All aqreed that a formal course wa% needed to

prepare MSSQ/CCt for their new responsibllities as well a1 a

formal block of instruction in higher level courses to

*ducate senior- rtffi(ers Affoited by this new ortiAniation.

(11) A &ample Luur.e outline i- provided at Appendiu A.

Freviouo.ly mentiored as an assumption, the DP course

taught by CPD will be replaced by the MSSQ course. AFMPC

has requested CFD r wvipw H c',icuu. that will be

ciffected by the addition of the MSSQ. (12:1) Since the

majority of DP jobs will be eliminated as a result of MSSQ

implementation, this course should be a requirement for all

projected and new MSSQ/CCn, with less than one year in the

position.

There were several work ing sessions with the faculty

of the PMPMC course, Major Diane Fox in particular. She

took the OP course and revised it to have an idea of what

the MSSQ course should look lile. Many of the following

ideas, as fvrenced, are hers.
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Th primary focus of the MSSQ course will be to

Lomprehend the roles and mi sions of the various MSSQ

furhctionAl activities. The major area of concentration will

be personnel, both military and civilian. This area will be

Ley for those 7QXX off icers who have had little if any

functional e::perience in base level personnel management.

The civilian personncol operations (CPO) portion will cover

civilian employment and co5t management, position

classification, baue level staffing, validated selection

procedures, promotion and placement referral system,

employee-management rculations, labor management relations,

training and career development, and equal employment

opportunity. The military personnel operations portion will

include porsonncl plans and programs, the role of base level

mArrpower, assiqnmcnt issues, quality -orce management,

crasualty affairs, promotion programs, NCO PME, readiness, AF

automaited data systems and retirements and disabilities.

The administration portion of the MSSQ course will

include the following topics: reprographics management,

publications distribution, postal operations, records

management, Privacy Act and Freedom of Information Act,

contratcting out issues, office automation, orderly room

functions and procedures, and executive support. (13:2-6)

The social actions portion will center on drug and

alcohol abuse, EOT and human relations. However,a few hours
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will be devoted to base education operations and the FSC,

including its relationship to other ba,e organizations.

Finally, the course will addrp' commind r'nlhr, and

responsibilities to include the fir,.t sergeant, the staff

Judge advocate and area defetise counsel and the

romptroller's asxsltance on resource manaqemvnt. (1:4,6)

In additior to the projected MSSQ/U: course, thvtre

are several other courses in which information could be

included on this new squadron. The firrt is the

Professional Monpnwer and Personnel Management Course

(PMPMC). It tuntributt-i to the professional development of

senior manpower and personnel managers (both civilian and

military). It is the qr.-duate education gtep in the

military careet of manpower and personnel officers. Only

major selectees through colonel attend this five-weeV

course. (9:4-14)

PMPMC cover, the broad aspects of current manpower,

military personnel, and civilian personnel policies,

programs and manaqrment concepts in the AF. (14:5,6,9) The

.ourse also provides rs:tensive instruction in the management

process, philosophy, human needs theory, human behavior,

labor management reilationq, and data systems manaqement.

(9:4-74)

Chanqes in operating and functioning procedures

brought about by the MSSQ are important and should be
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addressed in PMPMC. Some students will have been exposed

to a MSSQ aleacdy; they can assist in the discu, ion of the

roles, missions, and problems of a MSSQ. The civilian

personnel block could be shortened to reduce the time spent

on labor, management relations and a block added on the MSSQ.

The manpower and personne officers attending will not have

much need for labor relations as it is the domain of the

base commander. They need to know about labor relations,

but not in the detail currently taught.

Other gradua.:te-level courses for senior officeis are

the Base Commanders' Mana9ement Course and the Commanders'

Seminar. The Base Commanders' Management Course is for

newly assigned base or deputy base commanders or officers

who have assignments to one of the afore-mentioned

positions. It covers a wide variety of subjects to include

base-level personnel management; medical services; MWR and

its functions; the Office of Special Investigations (OSI)

and its functions; the staff judge advocate functions; the

courts-martial process, foreign and international law, drug

issues; anti-terrorism actions; nonjudicial punishment;

search and seizure; contemporary base problems; the civil

engineering functions; the services functions; family

housing; environmental problems; fire protection; media

relations; civilian personnel responsibilities; and the

Commissary Service. It also includes the functions of DA,
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the chaplain, the Secretary of the AF Personnel Council

(SAF/MRC), contracting, the base exchanqe, the family

advocacy program, and security police. The On-Scene

Commanders' Course is presented at the end of the base

commanoers" course to enable new and prospective commanders

to deal with emerqencies at their bases. (15:1-7)

The Commanders' Seminar is for newly assigned winq,

vice, and othor commanders as appropriate. It covers

contemporary military personnel issues, the base exchange

and the commander, installation excellence, legislative

liaison, issues in the medical service, engineering and

services, MWR, media relations, OSI, civilian personnel, the

SAF/MRC, commander common-interest items, and the law and

the commander. (16:I-6)

The functions of the MSSQ/CC could be added to both

of these curriculums. The wing, vice, base and deputy base

commander must know how the organization is structured,

since the MSSQ has changed the traditional combat support

group or air base group organizational structure. The role

of the MSSQ could be covered since the commanders and their

vices or deputies need to know how to use the MSSQ/CC and

how the squadron relates to the rest of the wing. The

information could be worked into the personnel and

administration area or a separate block added to the base

commander problems' bloclk of the base commanders' course.
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It Could also. be worked into the military personnel issues

or the commander common-interest items for the Commanders"

Seminar.

Another course which could benefit from information

on the MSSQ is the Seminar for Civilian Personnel Officers

(CPOs). The CPO course is designed to increase the skills

of newly assigned CPOs by improving their knowledge of

principles and practices of AF and federal civilian

personnel programs, management principles, interpersonal

relationships, communication techniques and stresns

management. It covers such topics as PC III for civilians,

the base commander's perspective on the CPO job, Office of

Personnel Management initiatives, legislation affecting the

federal civil service, affirmative employment, employee

management relations, labor-management, position

c)assification, carper programs, complaint systems, avoiding

class action complaints, present realities and future

vi~ions, and current issues in work force effectiveness.

(17:2) Since the DP position will be converted to the MSSQ

commander position, the CPO will have to use the MSSQ

commander as he or she previously used the DP. The CPO will

need to know how he or she fits into the new organization

and how the MSSQ commander affects the CPO. Information on

the MSSQ could be inserted into the current issues in work

force effectiveness block or the present realities and
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future visiong bloc'.

The professional development of the MSSQ/CC position

will require both formal and informal methods. The formal

methods, as previously discussed, include converting the DP

course into the MSSQ commander course and adding blocks of

instruction into several formal courses, both technical

training and professional development. Informal methods

would consist of moving officers around from one job to

another across AFSCs and staff lines as well as holding

conferences and seminars for the crossflow of information.

Staff movement has been covered briefly already, but

e::pansion is warranted. Typically, the AF puts personnel

officers through personnel school and administration

officers through administration school, then assigns them to

these AFSCs and keeps them there. Traditionally, there has

been very limited crossflow of personnel between career

fields. Now, with the MSSQ commander position, the AF will

need officers who have gained functional experience in

several specialties to assign to MSSQ commander jobs. The

best way to ensure qualified officers are available for the

MSSQ/CC position is to rotate them around at base level from

personnel to administration to squadron section commander to

social actions. (There are some implications for the social

actions field that will be covered later.) Rotating

officers around at the first lieutenant and captain level
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will give them valuable functional experience and prepare

them for the leadershitp position of MSSQ commander.

MSSQ commander, effectiveness can also be enhanced by

attending conferences and seminars to share experiences with

other MSSQ commanders. MAJCOMs typiLally hold DP

conferences once a year where DPs get together to meet each

other and the MAJCOM staffs, and share experiences and

problems. Instead of a DP conference, a MSSQ conference

could be held. The same applies to seminars which could be

hold at the numbered air force level for a smaller group for

more interaction. All of these methods could be learning

tools for the new MSSQ commander.
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CHAPTER VII

IMPACT ON CAREER FIELDS AND ORGANIZATIONAL STRUCTURE

The MSSQ structure has some implications for the

future which could completely change the way support

operations lool, and function. It could cause some career

field mergers and squadron Internal restructur,-ing. First

are the career, field mergers. The use of administration

officers, personnel officers, and social actions officers as

MSSQ commanders could lead the AF to look closely at merging

these career- fields. Social actions is already within the

pvrsonnel AFSC; social actions is 7364 and personnel is

7324. Personnel is a large career field and could absorb

social actions with minimal disruption. Personnel officers

work closely with SL officers now and could run a SL office.

There would be a learning curve, but it would be short and

could be reduced with extra training at the entry level

personnel courso and the CBPO Chief Course. PMPMC already

has a social actions block to educate the attendin.9

officers.

In addition to social actions, the administration

career field could be combined with the personnel field.

With the MSSQ a reality, now is the time to combine the

career fields. Currently, there are two different schools

for, administration anti personnel, but they could be merged.
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Administration duties and personnel duties are similar, but

the personnel officer% can crossflow into administration

easier than the administration officer can crossflow into

personnel. Personnel officers have a working knowledge of

special orders, reprographics, word processors, etc.,

because of the way they affect personnel duties.

Administration off{icers would have to learn the personnel

issues, interfaces, and nuances since they have limited

functional knowledge in personnel. Combining the fields

would allow the schools to consolidate courses and teach all

the officers the same information.

The administration career field would gain from the

merger, as there are more personnel positions which require

higher rank. Career progression in personnel is possible

to the lieutenant general rank; however, career progression

in administration stops at colonel. The wing operation

would be more flexible, because there would be more officers

who could move from one position to another. There are CBPO

jobs, the DA position, the SL position, and squadron

section commander positions. Depending on the size of the

base population, the authorizations would vary from five to

eight with the same AFSC, except for squadron section

commanders. With the career fields merged, these jobs would

be easier to fill and easier to keep filled with the best

people because of increased flexibility.
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There are actions taking place currently which will

change the social actions career field. SL is losing its

officer authorizations in EDT and drug and alcohol

rehabilitation. This action will reduce this small career

field even further. Most wing officer authorizations in SL

are being reduced from three to one. This action will force

SL to cease being a separate career field as it cannot

sustain the career life of its officers. One of the plans

that is being pursued by both AFMPC and AF personnel

planners is using SL as a career-broadening tour, +or senior

captains and majors just as ROTC and Recruiting Service

assignments are currently used. (18)

Another action that is being studied is the

combining of SL and the FSC. The FSC staff does a large

amount of counseli g, just as the SL staff does. The SL

duties could be folded into the FSC duties with perhaps a

small manpower savings. Each base would have to be looked

at individually a year or so after the merger-. Experience

in the combined operation would be essential to determine if

there were manpower savings.

Still another action would take the SL EDT function

and combine it with the EDT function in civilian personnel.

Then the drug and alcohol rehabilitation responsibility

could be put in the hospital with the mental health

function. Both of these proposals would need the associated
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manpower to go with the functions as neither civilian

personnel nor mental health would have the manpower to

handle the additional workload. These actions would mean

dramatic changes in the operations of both offices.

Another restructuring action that would not directly

affect the MSSQ would be to combine the eoucation office and

the base library. It would expand the control of the base

education officer and, indirectly, the control of the MSSQ

commander. The base education officer would have an

assistant, and both staffs could be merged to the mutual

benefit of the base.

As mentioned previously, some bases may not have

MSSQs. AFLC and AFSC are two that specifically indicated

they would not because of the large number of civilians

assigned. However, as a restructuring action, the CPO could

be realigned under the base commander, and a MSSQ could then

be implemented. This action would allow the MSSQ to be

established and preserve its integrity, while allowing the

base commander to remain directly involved in civilian

personnel matters. A deviation to organizational structure

could be approved for affected MAJCOMs or bases.
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CHAPTER VIII

RECOMMENDATIONS AND CONCLUSION

This paper reviewed tho mission support squadron

test, the results, the technical training required by future

MSSQ commanders, and the impact of MSSQs on related

technical training courses. It has also examlned the

implications of MSSQs for the administration, personnel, and

social actions career fields. In addition, it proposed MSSQ

commander selection criteria and the formulation of a MSSQ

commander course. Also, the authors reviewed related

professional education courses. The paper addressed the

impact on the career fields and on organizational structure.

Having discussed these areas, the authors proposed several

recommendations.

First, the technical training and professional

development courses discussed in Chapters V and VI should

have a block of instruction added on the MSSQ and its

organization, its function, and its interface within the

wing structure.

Second, the personnel, administration, and social

actions career fields should be combined. The AFSC

designation should be the same for all three fields. The

basic personnel officer course would have to be lengthened

to add the administration management curriculum and some
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facts about social actions: EOT, drug and alcohol, and the

SL education responsibilities. This new course would

prepare officers for jobs in CBPO, SLt DA, or squadron

sections.

The merging of all three career fields is better

than sustaining SL as a career-broadening assignment. As

discussed in a previous chapter, the SL career field is

changing because of reductions in authorizations. Growing

personnel officers in the new career field would give social

actions a basic pool of officers to choose from to fill the

chief position. The career broadening option must depend on

volunteers or draftees moving in for a specific time period

and then moving back into their previous fields.

Third, all officers being assigned as MSSQ

commanders should attend the MSSQ Commanders' Course.

Whatever jobs the officers have been performing, this course

would serve as orientation and education on MSSQs.

Fourth, all bases with DP positions should convert

to MSSQ/CC positions. Unique situations should be covered

by approved deviations. This conversion will provide

command positions for senior personnel and administration

officers.

In conclusion, this paper presented many aspects

about the MSSQ and its impact on technical training

restructuring. The recommendations should be studied by
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AFMPC and SAF/AAD for future implementation. With the

approval by the AF Chief of Staff, the MSSQ as an

organization is here to stay. The addition of the MSSQ will

force changes to the traditional wing structure. Budget

restraints will be a powerful force to push changes, many

very drastic, In the future.
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APPENDIX A

SAMPLE MISSION SUPPORT SQUADRON COURSE OUTLINE

1. MISSION: This course provides Mission Support

Squadron Commanders with the necessary background to command

a multi-functional squadron consisting of the following

agencies: administration, military personnel, civilian

personnel, and social actions. Within military personnel

are education services and NCO PME, In addition, the role

and responsibility of command are included.

2. OBJECTIVE: To prepare officers for their duties as

Mission Support Squadron Commanders.

3. METHODS OF INSTRUCTION: Instructional methods

include faculty and guest lecturers, panel discussions, case

studies, and seminars designed to discuss "real world" base-

level challenges MSSQ/CCs will experience.

4. COURSE OF STUDY:

Area 1 - Civilian Personnel Operations

(1) Civilian Employment and Cost Management

(2) Position Classification

(3) Base Level Staffing

(4) Validated Selection Procedures and the

Promotion and Personnel Referral System

(5) Employee - Management Relations
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(6) Labor - Management Relations

(7) Training and Career Development

(8) Equal Employment Opportunity

(9) MSSQ/CC and thv CPO

Area 2 - Military Personnel Operations

(1) Personnel Plznn and Programs

(2) The Role of Bane Level Manpower

(3) Assignment Issues

(4) Quality Force Management

(5) Casualty Affairs

(6) Promotion Programs

(7) Readiness

(8) AF Automated Data Systems

(9) Retirements and Disabilities

(10) Orderly Room Functions and Procedures

(I) Base Level NCO PME

(12) Base Level Education Services

Area 3 - Administration

(1) Reprographics Management

(2) Publications Distribution

(3) Postal Operations

(4) Records Management

(5) Privacy Act and Freedom of Information Act

(6) Contracting Out

(7) Office Automation
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(8) Orderly Room Functions and Procedures

(9) ElCecutlve Support

Area 4 - Social Actions

(1) Drug and Alcohol Abuse

(2) Equal Opportunity and Treatment/Human

Relations

(3) The Role of the Social Actions Chief at Base

Level

(4) Command Reporting of Investigations/Incidents

Area 5 - Command Roles and Responsibilities

(1) MSSQ/CC and the First Sergeant

(2) Staff Judge Advocate/Area Defense Counsel

(3) Resource Management

(4) Mobility/Readiness
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APPENDIX B

SAMPLE BLOCK OF INSTRUCTION

MISSION SUPPORT SQUADRON (2 hours)

OBJECTIVE: To comprehend the organization, functions of the

mission suppotrt squadron, its interface with wing agencies,

and its impact on the base.

I. Organizational structure

a. Commander

b. Administration

c. Social Actions

d. Family Support Center

e. First Sergeant and Unit Administration

f. Military Personnel

9. Civilian Personnel

h. Education Setvices

i. Professional Military Education

2. Functions

3. Interface with wing agencies

4. Impact

a. Command versus staff relationship

b. One boss for support organizations

c. Streamlined squadron structure

44



LIST OF REFERENCES

1. Proposed Mission Support Squadrons (MSSQ). Air Force
Form 1766, Staff Summary Sheet with one tab, Assistant
Deputy Chief of Staff, Manpower and Personnel for Military
Personnel, 11 February 1985.

2. Proposed Mission Support Squadron. Letter with two
attachments, Administrative Assistant, Secretary of the Air
Force and Deputy Chief of Staff, Personnel to All
MAJCOM/CCs, 26 September 1988.

3. GCorse Training St*nda rd. Personnel Pro-rams Officer
Course. TS E309R7321 OWK). Randolph Air Force Base, Tx:
Headquarters Air Training Command/TTOC, June 197.

4. Tasks. Knowledge, and Proficiency Levels. Course
Training S nord Vuaraph. CPO Ch ief Course. CTS E30ZR7311
000. Keesler Air Force Base,Ms: 3400 TCHTG/TTMQTO, n.d.

5. Officer Professipoal ryg. Air Force Regulation
36-23. Randolph Air Force Base, Tx: Air Force Military
Personnel Center, I January 1989.

6. C TraininqStgndfrda Administration gfficekrCTS
E30BR7000 000 with Course Chart. Randolph Air Force Base,
Tx: Headquarters Air Training Command/TTOC, January 1988.

7. Nave, Captain Terri. Mission Support Squadron Project
Officer, Air Force Military Personnel Center. Interview, 20
October 1988.

8. Administ,'tion-Manaqement Officer Course Chart, CTS
E30ZR7031 000. Keesler Air Force Base, Ms: 3400
TCHTG/TTMQE, 22 July 1987.

9. Traia-. USAF Formal Schools. Air Force Regulation
50-5. Wa:,hington, D.C.: Department of the Air Force, I
September 1988.

10. Trip Report - INFORMATION MEMORANDUM. Letter, Chief,
Human Resources Branch, Directorate of Information
Management and Administration to Administrative Assistant to
the Secretary of the Air Force, Washington, D.C., 16
September 1988.

45



11. Davis, Lieutenant Colonnil John S.; Fink, Lieutenant
Colonel Joseph E.1 and Wigqins, Lieutenant Colonel John E..
Commander*, 62 Misslon Suppoet Squadron, McChord Air Force
Base; Commander, 93 Mission Support Squadron, Castle Air
Force [ase; Commander, 46'1 Misuion Rupport Squadron,
Torrvejon Air Forco EPase. Interview, 5 October 1988.

12. Request for Curriculum Review for Courses Impacted by
Mission Support Squadron Implementation. Letter, Deputy
Director of Plans, Proqrams, Analysis, Air- Force Military
Personnel Center to commander, Ira C. Eaker- Center- for
ProfesSional Drvelopment, Ma.:well Air Force E' se, Alabama,
14 October 19P8.

11. Draft CPD Mission Suppa,!t Squadron Course Outline.
Wo king Document, Faculty Instructor (Major% Diane Fox), Ira
C. Ealer Center- for-F'rofessional Development, n.d.

14. Ptofsslona!__atnpowpe_And er~sonel Mona. mnt C~j
Qgt~kin. Ma':well Air For-ce ase, Al: Ira C. Eaker Center
For Proforsiort-al Pfvelorment, n.d.

15. Baiw Commande,_' lannaPmen t CourseSchedu ) _ 1tSfp tombor
- 7 O .qtgbe_ 1988. flaxwell Air- Force Base, Al: Ira C. Eaker
Center for Profo esonal Development, n.d.

16. Commander%%SemiarCouri-esO tline. Ma:rell Air Force
Save, Al: Ira C. Ealtet. Center for Profeonal Development,
31 August 1988.

17. Seminarfor Civilian Personnel Of-ftc.rs Schedu e]L_2j
June - 1 July_ 198B. Gunter Air- Force Base, Al: Air Force
Professional Manpower and Personnel Management School, n.d.

18. Gordon, Colonel Wayne. Chief, Human Resources
Development Divi ion, Deputy Chief of Staff for Personnel,
Headquarters Air Force. Interview, 5 December 1988.

46



GLOSSARY

AF Air Force

AFB Air Force lase

AFLC Air Force Logistics Command

AFR Alo Force Regulation

AFSC Air% Force Specialty Code

AFSC Air Force System- Command

APOS Advanced Per'sonnel Data System

CEPO Consolidated Base Personnel Office

CPD Ir-a C. EaLder Center for, Professional Development

CPO Civilian Personnel Office

CCQ Headquarters Squadron Section

DA Base Administration

DP Director, of Personnel

EOT Equal Opportunity and Troatment

FSC Family Suppot-t Center

HQ AFMPC Headquarters Air For-ce Military Pet'sonnel Center

INTRO Individual Newcomer's Treatment and Orientation
Program

MAJCOM Major Command

MIP Model Installation Program

MSSQ Mission Suppot-t Squadron

MSSQ/CC Mission Support Squadron Commander

MWR Morale, Welfare, and Recreation

NCO Noncommissioned Officer
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USI Office of Spc ial Invest;1qations

PC Pe-rsonal Computer

PCS Permanent Change of Station

PME Profeional Military EducAtion

PMPMC Professional Manpower and Personnel Management
Ccitr~e

SAF/AA Administrative Asnistant to the Secretary of the
Air Force

SAF/AAD Director of Information Management and

Administration

SAF/MRC Secretary of the Air Force Personnel Council

SL Social Actions
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